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MBMORANDUM POR: Director of Central Intelllgence
VIA :  Deputy Director of Central Intelligence
FROM : John F, Blske
Deputy Director for Administration
SUBJECT ¢ AIMAG Suggestions for the DCI
REFERENCE : Memo for DDA frem DCI dtd 7 Jun 77, subj: ADMAG

1. Action Requested: Approval of the recommendations contained
in paragraph 3.

2. Backpround: The three specific recommendations contained in
m‘b\fs‘s pemoranaum of 2 June 1977 have been reviewed and commented upon
as follows:

a. Identification of emplovees with least potential in sll

des . . . to provide pesitions for new employees and advance-
St or o baurd enployees. RS

We have assumied the phrase "least potential” in Recom- STATINTL
mandation (8) refers to the lower percentile of employees
identified in the Career Service ranki;;gs of persommel.
Until the recent issuance of the revi , the Career

Services were permitted to establish individua ﬁmntages STATINTL

for the identification of marginal employees.
however, establishes a common lower percentils of 3% for the
ranking of employees whose performance requires Career Service
raview and provides wniform guidance and procedures for
{mplementing the program. Until this new policy is in

effect for at least a year, it would be difflcult to assess
the impact it will have on the advancement of other employees
by making higher grade positions available or for the
sppointment of additional new amployees.

The FY-77 Annual Personnel Plan (APP) statistics idemtified,
for the Agency as a whole and using the individual Career
porcentages, 224 employees as having marginal perform-
ances, Ninety-one {91) have been in this lower percentile for
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two years, 78 for three years. As a follow up to the APP
report, the Career Sorvices have recently been asked to
identify the employees who have been so ranked for two and
three ){gax’s and aci!vise the actiondin. . ie., triinizxg,
counseling, reassigmment, downgrading or separation . . .
taken or plemmed to be taken in each instance. Until we
are in receipt of these reﬁmrts, we cannot judge the mumber
or kinds of positions which may be made available through
this process within the next vyear.

The downgrading or separation of employees in the lower
percentile ranking who do not respond to coumseling or
training will undoubtedly free some positions for the assign-
ment and advancepent of on-board or new employees. A more
significant result of taking positive actions in this type
of situation, however, is the impact it will have on all
Agency employees by highlighting management's concern with
the lovel of employee performance snd the consistent appli-
cation of principles of sound perscnnel management.

b. Endorse the three-year probationary period for new

The three-yesr probationary period will undoubtedly
improve the effective appraisal of the performance of new
Agency employees, to the banefit of both the employse and
the Organization. To make it truly effective, however,
the responsibilities of the supervisor must be continually
emphasized by senior menagers to the point of holding
supervisors responsible for inadequate or hedging evalua-
tions, There must be a check system to insure that super-
visors are doing their job in relation to the new employees
« « » tralning, counseling, gulding, and, when necessary,
recomuendin % separation. Periodic review procedures should
be established In each Carcer Service for the supervisory
level to follow: the Fitness Report schedule should not be
the only trigger for reviewing the performance of new employees
or for tracking the supervisor's performance of this major
responsibility.

€. Seek approval for continued use of the 25-year discontinued
service retircment option.

Agency management has instituted the discontinued service
retirement option with effective results in several of the
recent past years when celling and/or employee surplus
circamstances warranted such action.
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The Office of Personnel is closely monitoring the Agency's
on~-duty strength/ceiling situation in the context of other
persomnel management reviews (promotion headroom, identifica-
tion of grade group "blockages,' etc.) currently under
consideration by the Executive Advisory Group and in antici-
pation of probable OMB-instituted reductions in the Agency's
overall personnel celling.

As these several considerations are resolved and courses
of action are defined, application of the discontinued service
retirement option may be instituted as appropriate and justified.

Circumstances may support Agency-wide application or more
narrow application within a specific Directorate, certain of
its sub-elements or only specific employee categories.

3. Recommendations:

a. That the current policies and procedures as outlined in
?relative to Career Service responsibilities for ranking personnel
and the identification of lower-ranked employees for subsequent managerial
action be stringently implemented, monitored and enforced.

b. That continued emphasis be placed on effective supervisory
action in the evaluation of new cmployees during the three-year probationary
period. ‘

c. That the discontinued service retirement option be retained

and utilized by Agency management when appropriate to meet the manpower
staffing requirements of the Agency.

fud lohn K Duie

John F. Blake

APPROVED:
Director of Central Intelligence
DISAPPROVED:
: Director of Central Intelligence

DATE: .
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